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ENCLOSURE A

ROUGH PLAN FOR AN OFFICE OF ESTINATES

This plan is based on the concepts held in 1945-i6 and more
recently set forth in the Dulles Report, NSC 50, and the "Webb
Proposals®, Ono point must be made absolutely clear however, in
ordsr to avold the patent defects of a joint committee system.
It must be understood by all concerned that the Director at his
1evel and the Assiastant Director at his, having heard all the
pertinent evidence and argument, have a power of decision with
respect to the form and content of the estimate, other interested
parties retaining the right to record divergent views when ihese
relate to substantial issuss and serve to increase the reader's
comprehsnsion of the problem, ond then onlys

The plan alsc presupposss:

as Tho establishment of a Research Office in CIA to provide
inte1Tigence research reports in fields of comuon concern {esges
scientific, econonlc, geographic),

bs Action to make sure of the availabllity of research
support from the departmental sgencies adequate to meel the require—
pents of the Estimates Office as vo both tinelinass and contant.
This condition cannot bs met &b prasent.

gs The recruitment of requisite senior poraonnel ae rapldly
as posaible. The contemplated Office cammot be adequately manned
with pergonnel now in CIA.

ds Thorough sndoctrinatien of the TAC agencies in the new,
cooperative concept, and a new start in relations with them.
Inttiation of the plan in the atmosphere which now exists would
very probably be taken by then a8 an opportunity to impose on
the partly imaginary CI4 with wnich they have long contended.
This plan will not work except om & basis of mutual confidence and
cooperation in the national interest.

ORGANIZATION AND FUNCTIORS

Office of the Aaaistant Dirsctor

Assistent Director and Teputy Aasistant Director
Coordination and Liaison Staff
Administrative Staff
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Coordination and Iiaison Staff (For supporting argussntation see
The Annex to Lhis BEnclosure,)

A« Composition,
1. One full~time representative each designated by
the IAC representatives of State, Army, Navy, and
Air Force raspectively.

2. A similar representative of the CIA research office
(or part-time representation of saci of 1ts major
components? ),

3. CIk Staff Assistant, NSC Staff

Le A similar CIA representative with 0SD and JIG

5, Executive sesrestariat,

B. Functions
1. In gensral, to represent the interest of their
respective agencies in ths Fstimates Office, and
the interest of the Zstimates Office in their
raspective agencies.

2, Spenifically, to assist the Assistant Director ins
8. Developing the estimates production program.

bs Formulating the terms of reference for parti-
cular estimatas.

¢. Formulsting requests for research support and
obtaining prompt and effactive compliance there=
with,

de FReviewing the estimates produced prior to their
submission to the Director and the IAC,

e. Seouring IAC concurrence, or at least the formula~
tion of dissent in the lizht of joint considera-
tions

Administrative Staff

Personnel, fiscal, and administrative services.
Receipt and dissemination services.
Raproductlion ssrvices.

Current Intelligence Division

\ Production of the Dally Sumamry

\

COAFICENTIAL
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Lditing and publishing of other periodical reviews.
Custody of sensitive matorial .

. Maintenasnce of situation POOme

sdaintenance of off-hours wabciia

Five Regionsal Divislona: American, Nerth Atlantie, East Eao pean,
Bouthe

Ty, and Far €N

As Composition
1s Senior analysts well qualified Ly aptitude and

exparience for critical appraisal of current
information and research data, for tihe perception
of amergent trends, and for interpretation of the
significsnce of current or antlolpated developments.
While every sort of expertise — political, economic,
military, and area - should be represented, the
emphasls should be on appreclation of the affect of
811 factors in combination,

2+ Integral research support for tuess senior analysta,
to assist them by keeplng track of current develop~
ments, organising research data from various sources,
doing leg work, and drafting under their direction.

B. Funetions
1. Survellance of the daveloping situation, consultative
guldance of the Current Intelligence Division, and
the initlation of research projects and of estimates
88 required.

2+« Production of estimates falling within Divisional
compatance,

3« Provision of appropriate expart participation in
taskk groups formed to produce wstisates of broader
20008,

Functional Division

Provision of expsrtise (8+gs, sclentific, economie, seographic)
88 required on a functlionsl rather than regional basis,

Uaneral Division

CONFDENTIML

A very faw analysts of broad competence ratiisr than particular
speclalization, to concern themselves with the inter-
relationship of developmentis falling within the cognizance

of two or more divisions and to provide leadership for task
groups set up to deal with sueh problems,
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HYPQTHETICAL CASE

(This is intentionally & rather complicated case. dost cases could
probably be handled more simply, by the same besic procedure, but
with fewer stages.)

1. Nesd for an intellirence etimute arises in relation to
& problen befors the NSC 3taff,

2. Pequirement comaunicated to Assistant Direotor by CIa
Staff Assiastant, KSC Staff.

3« Baguirement congidered by Assistant Director in consuitation
with appropriele membars of Coordinatlon & Liaison Staff and chiefs
of Divisions concerned. These consu}.t.ama agglst hin Ins

B Foraulating a statament of the problem and of the
nature and scope of the response requlired.

be Determining whetnar the requirsment can be net
from Information already on hand, or whether specific research
aupport is requlred.

¢+ Formulating requisitions for research support.

da  Ensuring prompt and effective rosponse Lo such
requigitions by their respecilve agenciss.

e« Forming an appropriate task group within the office
to produce the required estimate.

Le Executive Secretariate records decisions taken pursuant to
foregoing consideration und sees to theilr execution.

S. Task group makes direct contact with research agencies
with respect %o regearch required.

6. Research contributions received and reviewed by task
group; which may diresctly roguire explanation, elaboration, or
Justification of departmental findings, reporting to the Assistant
Dirsctor if not satisfled, :

T« Satiafactory research support having been obtained, task
group proceeds to develop Iintegrated astimate,

s Draft gstisate submitted to Assistant Director for review
in consultation with task group and appropriate members of
Coordination & ILdaison Steff,

9¢ Draft sstiuate elther tentatively adopted or referred
back to task group for revision to meet shortcomings.

10. IAC resctions to estimates tentatively adopted by

GONFIDENTIAL
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Agslstant Lirector obtuined througn C & L Staff. At tnle stars
it is the function of these officers personally to explain and
1f possible justify CIA sstimute to their veapsciive principals.

ile Final review of sstimate by Assistunt Director and
C&L Staff with consideration of IAC reactions.

12+ fstimate foramally submitted to Director as agreed, or
with notation of prospeciive dissents as developed in joint
discussion,

13. Peview of eatimate by Director with I14C and final
action thereon.

i4e Publication of estimate as adopted by Director with
notation of any final dissent,
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